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ABSTBACT ^ 

This booklet was designed tc help supervisors with 
employee training problems. The problens nay relate tc upgrading job 
knowledge and skills or other training areas. The supervisor <:an 
share the training workload with fellow supervisors the larger 
orqaniza tion» and the personnel officer. Knowledge cf an enthusiasm 
for the training subject will also aid hie. The supex'visor needs to 
observe, analyze, and measure employee production and to determine 
what is expected of employees before he can train tcward a defined 
level. He attempts to select methods ccnsctant with the trainee's 
background and abilities. The supervisor makes rough traiting plans, 
invites appropriate input, and then draws up specific training plans. 
His on-the-job training methods follow four 'steps: prepare, tell, 
show, and follow up. The supervisor joins tidainees in making the 
training worthwhile, and he evaluates dcring and following training 
to measure training effects. The supervisor a/isists emplcyees in 
developing insight to cope with change. Emplcyee skills training is 
necessary, but supervisory training is just las necessary. Personnel 
management areas, valuable in supervisory training, include equal 
employment opportunity, labor-management reiaticns, etc. Ihe training 
quantity and quality is largely dependent orj the superviscr's 
leadership. (CSS) 
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t training probfems 



• what people need 



If you are a new .supervisor^ you may have 
already bggun to suspect that supervisors have 
problems. If you have been a supervisor for .some 
time, you know that they do. 



, Many of the problems you face every day miy :' 
relate to training and the nefec( to -h, . /' ,. 
give rievv employees the rjgh't start, .. 

# upgrade the skills of ciirfBrif employees, 

• do new types of wprk^ , 

: • deal with employees who need to improve • 

■ work attitudes, . ' . \, ' \ 

. • help employees reach their potential, • 
t avoidundesbbletumover, ' \ ' ' 
' • i mprove job knowledge, ; / 

^ .reduce costs by doirig tfiings betterj/ , « 
» • and understand how to be a good: super- 
visor, ; ' . . .'; /■ " ■ '', •' , \ 

Training Is a matter of effectively and effi- ' 

■ cf^ntly helping people learri wfiat they need to 
/ know. Training your people so that they can dp 

their work satisfactorily is essential to achieving the • 
goals of your unit. It is part of your job, 

• shaiiog the workload 

! '' ' 

But you don't haveiodt) it all yourself, mch 
\ of the' trainirig.that the people jn your unit need 
may be conducted by the larger organization you 
work for . . . youi; sectionor division or service. 

Some of your gaining workload may be 
shared with your fellow supervisors in other ways. 
How this is done depends on what your station 
Training and Development Committee has arranged. 

You will* also receive assistance from your 
Personnel Officer. . . including information about 
how to identify training needs, how to determine 
the cost snd value of training, and how to meet " . 
« any technical requirements. ' . ■ 
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i knowledge aifll enthDsiasD 



,When you do your own training, remember 
the most importartt things you need are- 

. . .knowledge of what you' are teaching. : .and 
enthusiasm for your subject. * — ' 




' Any supervisor can develop these. After that, 
the rest will be easier than you might think. Ij^eep 
' some of the^ tips in mind. . . 

Training is ofteri proposed when a problem 
has arisen. But look a little closer. Is it really a 
Afra//7//7^pro/j/e/77?,pr is it a matter of- 
Lack of equipment, 
Inadequate space, 

Poor communication, \ 

II Bad methods, 
Erftpioyee relations? 
Remember that trairiing is' no magic potion. 
It's not always the only aftswer. It's not always the 
best answer. It may not even be the answer. 



t training can pay. off 



It is important to train where the training is 
needed, It is just as important to train where the 
trailing will pay off. There are twp starting points. 

• WHdt are the tasks that your, employees 
have to dp, and how well must they do them? 

How well are the employees'doing these 

-^ks? ^ 

^ gap between the two-what is expected and 
wljat you^re' getting—is the area of training needs. 
^.C^enration and analysis can help you make this 
, determiriatipn. Management requests, personnei 
records, reports on work done, and long-range plans 
can also provide signals. , • 



LEVELS OF PROFICIENCY' 

JOBRtOUIREMENT 




AT END OF 
TRAINING 



PEPORr'TRAIMiNC 




You' should train toward a level from which 
he trainee, can advance to what is expected. 
Proficiency shouldjof course, improve with experi- 
jerce. Havir\g determined the training needs, the 
next steps are to identify, to the extent you can - 
• In specific terms what you want to train' 
/ the employee to do, and 

' • In measurable terms what the trainee must 
do to demonstrate that he or she can do it 




mg an approach 



Select the best approach or approaches to 
training. Find out the relative advantages of differ- 
ent training fnethods such as- 



Oh-the-job training 
Prepackaged courses 
Workshop 
Coaching 
Job rotation 
Lecture 
Conference 
Programed instruction 
Individual study 
Observation ' 
Demonstration 
Role-playing 

Or.severaj of these. , 

In 'selecting methods, consider carefully tfje 
background and ability of your trainees. Can they 
work at the same speed, or do you need to choose 
training that each cati follow indeperiflently at his or 
her own pace? Bear in mind that trainee differences 
require trainer flexibility. 



•pluming 



Prepare a rough training plan. . .one that 
answers these questioris- 

Who? V ^ ' 

What? 

Where?' ' 

When? : 

How? 

Obtain input from your own supervisor, your 
own employees, and anyone else you feel might be 
helpful. Sometimes trainees can help plan training. 
Ask trainees questions aboiit their jobs. 'Their 
answers can' clarify their needs and alio motivate 



them for training. Course content can also reflect 
research,- your own experience, and the experiehci 
of others. 

^ Decide on the t|est schedule, thfe most 
practical training techniques, the use of vis'Dal and 
other aids, and appropriate training facilities. 




Prepare . f 
' Tell . , , •; •, 

Show 

Followup' ' ' 

At the same tiffje, show your students you are 

interested in your subject and, in their progress. 

Recognize good work. Yogr comments should be 

appreciative but honest. Do not encourage slipshod 

performance. 

You can help employees develoib initiative by 

discussing with them upcbming tasks and how to 

handle them. You can help them perform by raising 

questions they can'answer.* 



• Hie formula 



Whatever training .approach you do choos^, 
always apply this formula- 



' Draw up your actual training plan so that 
students yviir identify with real-life solutions to 
problems as they are motivated by t^ie training 
process. ' 



• on-the-job training 



For any on-the-job training jyou ^Je (take, 
follo^ the four-step method- ' \\ 



TRAINING - TEAGHmG + EVALUATION . 

" Whether you work with a group or one to 
one, you and the trainees must join together to 
make training worthwhile. In fact, good trainings a 
cooperative ^enture. Top management, '>^aff and 
line employees, and the trainee all contribute to the 
status and direction of. training. And this effort 
helps stimulate trainees' interest in prganiza^on 
goals and achievement as well'as in their own 
or techniques. You, the trainer, can show^e 
relevancy of prganirational and trainee goals. 
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1 . Evaluation comes last but not leas|. You have 
Sl^' to chegk during training and at the 'erid\of, training 
to make shre ''it's getting through. " You do this by 
,using th^ measurements you previously <3etefmined ^ 
wofcild deni^onstrate that learning has occurred-such 
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as passing tests, solving cases, jar performing tasks. 

In addition, you have to follow up afterwards Jto 

make sure vlining is jjut into practice! Most peoDje 
, think training ends when tliey have- learned ta oBk 

4he job. But effective training must also emphaa'ze . 

the need to think.. 
( People need to know the "why" behind . 
• things,' They need- to know- the^ relationships .be- . 

tween what they are doing and what others are 



doinc 



t developing insiglit 



They need, to develop the kind of insight that 
will enable them to deal with change. 

Use of such training tools as roleplaying, 
, simulation, buzz sessions, and guided discussions can 
' help. Some straight lecture or pianel discussions can/ 

provide data on hovi/ trainees fit intd their organiza- 
tions and let them know they count. 



t skills training 



If /you are like most supervisors, you can see 
the reason ,for training your people, especially in 
their technical functions. . 

You have to do this type of training. Other- 
wise the need for it ^f/ill show, 
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• sapenfisory -training 

You might not be quite so Interested in/ 
^ supervisory training:. .either for yourself or (if' 
} , you're at a higher level) for the supervisors under 
' 'you. However; supervisory training is just 'as neces- - 
^ : sary. ■ ' '■ ■ 
' . . You know, of course, that certain amounts of. 

* 'Supervisory training are required for new firstline 
"supervisors. . .40 hours' in the first 6 months and 40 

*• more within the next^ear and a half. 



' Geiierpl supen?fepry training has to da-witl\ 
. those skjlls^and knowledges, required Jn pracracall\r^ 
all supervisory ' positions regardless ;V t^cltnical' 
• functjpn^When you thmk about it, no" matter where 
you v/oM^ you probably nee^^ to know .m^re 
aboutV f ' ' 1 

Personnel management areas such as equal 
employment ' opportu nity and' . labor-management 
. relation?. ' . ^ ' • ' . ' 



\fnnciJles art(i methods ^6^^^ •ifirAil'rO 'a rhwf 

. 'Motiv^lon and human behaWor/r. > • i ' * ^ M T*^ ft^t^lW • 



' 'PlanniJfig to match'cmployees withjbb r^ebirtre 
1 ments... ./ , . *; A 

K • '-rjBasic supervision and management th'eoriei, , /v", , )f you're a division or service chief- ' •* 
■ V ''i *^"P^Pts of s organization, %R)al "'and in- ^ ♦ Malje a tentative analysis of your training 
, . - .forriiaj. ... ^ • . f" , ' - \ m^.. : ^ ^ ; 

» : ^oblemsolvirig and decisionmaking.^, .-t^' U ,"- • Nialk your situation over vvith your Personnel 

M^ns of evaluation... ' , Off icei'; . . 

\ ' Usingvf>ersonnel management to achieve cost ' 5^-, 'Work out'a plan for thVstrictly technical 
reduction ihd fc^improy/thequalitv^^ training your people need. . . ^ • 

• workolace* ' i *^ " ■ ' .' - *A»i^ ...:»k ♦u- i,«fr, ♦w. 



work place 



All Right 

You'r^ofivinced!' 



What do you db about 4t? 



And with the help of the Personnel Officer 
and the Training and Development Committee, 
^ '' prepare a schedule for participation In other kinds- 
, of general' training. ^ 
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#if^0Br mis chief 



If you're vtorking under-a division pr slervice 
chief, get together and talk things over- 
Gather the facts you heed. . 
/ Obtain as much input as possible. . .Set up a 
training schedule fitted to your work situation. . , 
Stick to it. ' 




. I 



A few words yor tfiose at the ,top-The 
quantity and guality of training atytur station are^ 
pretty muchHetermined bv*the extent of your oWn 
leadership. . .personal interest. . .'and support. It's 
an area where one ounce of .example is woiih 
pounds of memos, l . ^ 



An active training |)roaram, supervisory and 
n^nsype^visory, shows all youlemployees- 

That they are importanlWeciBlfi whose skills 
ai*© worth developing. .'. 

That their work i^ important. . . , i 

'That management wants to assist employees 

with^tential to move upward. . . 

■ ■ <^ , ' - ■ 

lat management is interested in bringing 

about high Jevels of effiqiencV. 
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** Vetprans Administration supervisors can be 
sure that-'. , 

Effective training helpf a station operatfteffec- 
tively. • . , . 

Supervisory' leadership can produce and main- 
tain useful training programs. 

Trajning is ^^ keystone investment that can pay 
' big dividends- ^ 

To trainees. . . ' 
, To your station. /. 



To the whole VA. ., 



And most important, to those they 
serve-veterans and their families. ; 
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